The purpose of this study was to establish data points (benchmarks) to incorporate into a pro-forma cost analysis model, comparing film-based and filmless modes of operation. Prospective data were collected over a 6-year period at the Baltimore VA Medical Center (BVAMC) immediately before and after implementation of a hospital-wide PACS. These data were in turn compared with local and national VA centers during comparable time periods, to establish reference data between manual film-based (without PACS) and filmless operations (using PACS). Benchmarks utilized for the study fell into 2 broad categories: operational costs and revenues generated. Factors contributing to operational costs include space requirements, equipment, supplies, personnel, and maintenance. Factors contributing to revenues generated included examination volume, modality mix, and reimbursement rates. Collectively, these data points were incorporated into a pro-forma model that allows prospective PACS customers to compare total cost of ownership for film-based and filmless operations dependent on the unique variables of the respective institution. 
N ANALYSIS of cost justification is essential before PACS implementation. If the cost efficacy of the new technology cannot be justified, then discussion of different financing strategies becomes moot. To justify PACS implementation, a number of variables must be considered. These include comparison costs with traditional filmbased operation, the "added value" associated with PACS (improvements in management decision making, image and report access, and report turnaround time), and the competitive advantages afforded with ¡ imaging (unique marketing capabilities, electronic consultations, and state of the art technology).
Although cost efficacy should not be the only variable considered in the decision-making process, it remains a comer piece in the PACS justification puzzte. One must therefore be adequately prepared to quantitatively compare operational costs between manual film-based operation (without PACS) and filmless operation (using PACS) , to successfully justify the transition to PACS. The research for benchmarks to achieve these cost estimates can be considerable. The need for pro-forma models that provide well-grounded estimates is strong. We examine several nuances that must be incorporated into such a model and propose the basic structure of such a model. 
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